Public Policy and Administration Research wWww.iiste.org
ISSN 2224-5731(Paper) ISSN 2225-0972(Online) ney
Vol No7, 2013 ISt

Exploratory Study on Rewards and Job Performance of Teachers
of Public Schools in Ghana

Emmanuel Erastus Yamoah, PhD (Candidate)
Lecturer, School of Business, Valley View University, P O box KA 595, Adenta, Accra, Ghana
E-mail of the corresponding author: yamoahemmle@yahoo.com

Abstract

This study seeks to examine the relationship between rewards and the performance of teachers in the public
schools of Ghana. Using case study approach, data was collected and analysed in terms of descriptive statistics.
Pearson chi square was used to test the significance of relationship between rewards and performance. The
results indicated a high assessment of job performance and also establish a significant relationship between
teachers’ rewards and job performance. Other motivational factors such as job design and talent management
were a contributing factor to the high performance of the teachers. The study recommends that school
management initiate additional reward programmes such as free lunch and beneficial loans in order to increase
the performance of teachers.
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1. Introduction
An organization’s integrated policies, processes and practice of rewarding employees in accordance
with skills, competencies, contributions and market value without any bias can be a reward system of that
particular organization (Armstrong, 2010). Every organization has different approach of managing rewards in
order to ensure its effectiveness and efficiency. A reward system consists of financial rewards and employee
benefits, which is commonly called total remuneration. It is the reward system that outlines the pay levels, pay
structure, base pay, employee benefits and all non-financial rewards. From the employees view point, reward
systems should meet their expectations in terms of equity and fairness. The reward policies should be well-
communicated to the employees understanding, and the rewards should match market rate, qualification, and
skills. Management must therefore put in place proper procedure to manage this reward system so that the
organization can achieve its goals and objectives.
Every organization establishes a reward system which determines how its employees will be rewarded.
The educational sector is not an exception. Teaching as an occupation is regarded as a noble or respected
profession and any educational institution that employs teachers set up systems to reward them. The question is
that why do employers spend time establishing this reward system? Does a reward system have an influence on
how teachers perform? Some studies have shown that there is a direct relationship between reward systems and
the performance of teachers (Ubom & Joshua, 2004). Teachers are expected to render high job performance
because of their crucial role in education. However, they are sometimes accused of laziness, purposeful lethargy,
lack of dedication and zeal to work. While teachers on their part argue that the existing reward system does not
satisfy their basic needs and aspirations (Ubom & Joshua, 2004).
1.1 Objectives of the study
The objectives of this paper are to:
a) To assess the performance of the teachers in the public school.
b) To ascertain the availability of different reward programmes in the public school.
c) To determine whether there is a significant relationship between rewards of teachers and their
performance.
d) To identify other motivational factors that influences the performance of the teachers.
1.2 Hypothesis
Hy: there is no significant relationship between reward system and the performance of teachers in the public
school.

2. Literature Review
2.1 Concepts of Reward System
Armstrong (2010) defined reward systems as consisting of an organization’s integrated policies, processes,
procedures and practices for rewarding employees in accordance with their contribution, skill, competencies and
market value. Armstrong, further, explained that reward system should consist of the following:

e Policies that provide guidelines on approaches to managing rewards.

e Practices that provide financial and non-financial rewards.

e Processes concerned with evaluating the relative size of jobs (job evaluation) and assessing the
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individual performance (performance management).
e Procedures operated in order to maintain the systems and to ensure that it operates efficiently and
flexible and provides value for money.

The explanation given by Armstrong reveals that rewards given to employees can either be in monetary terms or
non- monetary terms. Managers should, therefore, not reward employees based on their own discretion, but a
standard or guideline should be followed in order to reward these employees. This might prevent biases to some
extent. The standard or guideline should be able to define the size of the employee’s job and an assessment of the
employee’s performance on the job. The reward system should also contain established methods used to
maintain the reward system so that it can easily adapt to changes in both the external and internal environment.
Pitts (1995) also posited that reward is the benefit that arises from performing a task, rendering a service or
discharging a responsibility. The main reward for performing work is salary or wages. Aside salary and wages,
many employers also offer pension benefits, paid lunch, child education, health insurance, official car, beneficial
loans, bonuses, and many more. Reward system is an important tool that management uses to influence
employees motivation. In other words, management uses reward system to attract people to join the organisation,
keep them coming to work and motivate them to perform to high levels (Agwu, 2013).
Reward systems differ from organization to organization, but reward system just boils down to one thing; a
system that recognizes the effort of individual employee in their performance. Reward systems motivates
employee to perform better.
2.2 Job evaluation
Job evaluation falls in the broader process of reward system, which is very important. Reward system will be
incomplete, if there is no job evaluation. Job evaluation provides the basis for achieving equitable pay. It is
essential as a means of dealing with equal pay for work. According to Bowen (2000), job evaluation is the
process of determining the relative worth of a job in an organization. Job evaluation is important in ensuring that
a fair payment system is in place, which is transparent and can be communicated to all employees in
organization. Milkovich (2002) also described job evaluation as providing a systematic basis for determining the
relative worth of jobs within an organization. It flows from the job analysis process and is based on job
description and job specification. Every job in the organization is examined and ultimately priced according to
the following features:

e Relative importance of the job

o Knowledge, skills and abilities needed to perform the job

e Difficulty of the job
Furthermore job evaluation is a formal and systematic comparison of jobs to determine the worth of one job
relative to another, and eventually results in a wage or salary structure. This involves weighing the advantages
and disadvantage of a job and comparing it to another job. The difference in the comparison will amount to the
difference in salary of one job to another job (Perry et al., 2006).
2.3 Market Rate Analysis
To ensure that reward systems are competitive, it is necessary to follow the trends of market rate for jobs within
the organization especially those that are vulnerable to market pressures because of scarcity factors. Job
evaluation is used to determine the worthiness of the job but it cannot price jobs. The market rate analysis is
what will guide the employer to price the job. According to Armstrong (2010), market rate analysis is the
process of identifying the rates of pay in the labour markets for comparable jobs to inform decisions on the levels
of pay within the organization. This definition focuses on the need to compare the pay rates of different
organizations in the labour market in order to choose the best and appropriate reward rates. After the
comparison, employees will be able to determine the appropriate reward system (Perry et al., 2006).
2.4 Motivation of Performance
Empirical evidence has shown that when certain specifiable conditions exist, reward systems do have an
influence on performance (Gerhart and Milkovich, 1992; Lawler, 1990; Lawler 1971; Vroom 1964). What are
those conditions? Important rewards must be perceived to be tied in a timely fashion to effective performance.
Organizations get the kind of behaviour that leads to the rewards their employees value. This occurs because
people have their own needs and mental maps of what the world is like. They use these maps to choose those
behaviours that lead to outcomes that satisfy their needs. Therefore they are inherently neither motivated nor
unmotivated to perform effectively; performance motivation depends on the situation, how it is perceived, and
the needs of people (Lawler, 1993).
2.5 Expectancy Theory and Performance
Expectancy theory was proposed by Vroom (1964) to target work motivation. It explains why people perform or
fail to give off their best to an organisation. Now there are different versions of the model and some are complex
but Vroom’s (1964) model is based on three key variables: expectancy, instrumentality and valence, which are of
interest to this study.
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Expectancy theory thrives on the idea that people prefer certain outcomes from their behaviour to others. The
theory posits that performance depends upon the perceived expectation regarding effort expending in achieving
the desired outcome. An employee who desires promotion will only achieve high performance if he/she believes
his/her behaviour will lead to promotion or else he/she will not exert effort. Effort to performance expectancies
range from 0 to 1.0 where zero is no expectation of performing the task correctly and 1.0 signifies absolute faith
in being able to perform the task properly (Tosi, et al., 1995; Robbins, 2008). Expectancies thus influence
whether a person will even strive to earn a reward. Self-confident and well-trained people have higher
expectancies than less self-confident ones.

However, performance is considered a joint function of effort, environment and ability. Although a person’s
effort contributes greatly to performance without proper ability and a supportive environment no matter how
hard one tries, good performance will be impossible to attain. Hence, managers who seek higher performance
from employees must offer them the right training and enabling environment so that they can perform well.

The second key belief of expectancy theory is instrumentality. Instrumentality is the perceived likelihood that
performance will be followed by a particular outcome (Tosi, et al., 1995). This implies that when employees
engage in a particular behaviour they do so with the intention of achieving a desired outcome or reward. Like
expectancy, instrumentality can be high or low, ranging from 0 to 1.0 where zero is chance of receiving the
desired reward, and 1.0 is a belief that the reward is certain to follow.

Instrumentality has two levels of outcome: one is related to the job itself and the other is need-related. The first
one refers to the quantity of output or the comparative level of performance. When an employee works hard, he
expects to accomplish such outcomes as producing quality goods or supplying quality service. The need-related
outcomes are the rewards such as recognition, pay raise or praise associated with performance when an
employee successfully accomplishes a first level outcome, it usually leads to a second-level outcome (Mullins,
1996).

The last key belief of expectancy theory is valence. It is the worth or attractiveness of an outcome. Valence
ranges from -100 to +100. A person who intensely desires an outcome has a valence of +100. A valence of -100
means a person is strongly motivated to avoid an unpleasant outcome such as being fired. On the other hand, a
valence of zero signifies indifference to an outcome and is therefore of no use as a motivator (White, 1995).
According to the expectancy theory, the three conditions of expectancy, instrumentality and valence must all be
high for motivation to occur. An employee may be unwillingly to work hard if that person believes his effort will
not lead to task accomplishment or there are no rewards for performance or the employee does not value the
rewards. If the sum of the valence is positive, automatically in most cases the employee will work hard.

3. Methodology

This study was an exploratory study. The West Africa Senior High School which is located at Adenta within the
Adenta Metropolitan area of Greater Accra Region of Ghana was used as a case study. A sample size of fifty (50)
was selected by the researcher using purposive sampling technique. A structured questionnaire was used as the
data collection instrument. Descriptive statistics, frequency and percentages, were then used to describe the
opinions of respondents; and a chi square test used to test the relationship between teachers’ performance and
rewards.

4. Results and Discussions

The demographic profile of respondents is set out in Table 1. The identity of respondents was grouped by
characteristics of gender, age, academic qualification, status, and length of stay.
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Table 1 Demographic Data of the respondents

Variable Response Frequency Percentage
Gender Male 32 64
Female 18 36
Age 11 — 15 years 4 8
16 — 20 years 26 52
21 — 30 years 1 2
31 —40 years 10 20
41 — 50 years 5 10
50+ years 4 8
Academic qualification Basic Education (Student) 30 60
Degree 13 26
Masters 7 14
Status Management 10 20
Teacher 10 20
Student 30 60
Length of stay 2 years 8 16
3 years 22 44
6 — 10 years 3 6
11 —20 years 12 24
Above 21 years 5 10

Source: Field Data 2012

Table 1 presents the demographic data distribution of the respondents. The table presents the gender, age,
academic qualifications, status and length of stay at their present position. Sixty-four percent of the respondents
were males representing a mean of 32 with the remaining 36% being females representing a mean of 18. On age,
8% of the respondents were aged between 11 and 15 years, 52% aged between 16 — 20 years, 2% aged between
21-30 years, 20% aged between 31-40 years, 10% aged between 41 — 50 years and 8% above 50 years. The
respondents held a variety of certificates (academic qualification) (see Table 1). Sixty percent are students with
only Basic Education Certificates. Thirteen percent (13%) hold a first degree while 14% of them hold second
degrees (Master’s Degree).

A mean of five respondents, representing (10%) had been in their current position for above 21 years. Twelve
percent (12%) had been in their current position for between 11 — 20 years. Six percent of the respondents had
been in their positions for a period between 6 and 10 year. Forty-four percent are students in their third year
whilst 16% were in their second year.

Respondents were then asked to assess the performance of teachers using performance indicators like students’
performance, teachers’ method of teaching, punctuality, teacher — student relationship, teacher commitment to
the teaching and learning process, and teacher command over subject matter. Respondents were to rate the
indicators as excellent, very good, good, average or poor. The result is presented in Table 2 below.

Table 2 assessment of the performance of teachers in the public school

Performance indicators 5 % 4 % 3 | % 2 % |1| %
Students ‘academic performance 14 28 27 54 8 | 16 1 010
Teachers' teaching methods 18 36 22 44 8 | 16 2 00
Punctuality 21 42 9 18 151 30 3 2|4
Relationship between teachers and students | 18 36 11 22 13 | 26 6 |12 |24
Commitment to work 9 18 19 38 14 | 28 4 |8 418
Teachers' delivery 17 34 19 38 10 | 20 4 |8 010
Teachers' control over the class 21 42 15 30 8 | 16 5 110 1]2

Source: Field Data 2012
Key: 5= excellent; 4= very good, 3=Good, 2=Average, 1=Poor
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Considering the first objective which sought to ascertain the performance of teachers from the perspectives of
teachers, management and students, respondents were asked to assess the performance of teachers using
performance indicators like students’ performance, teachers’ method of teaching, punctuality, teacher — student
relationship, teachers’ commitment to the teaching and learning process, and teachers’ command over subject
matter. Respondents were to rate the indicators as excellent, very good, good, average or poor. On students’
academic performance, 24% rated it excellent, while 54% rated it very good. Nobody rated it average or poor. Out
of the seven indicators used to assess the performance of teachers, four was rated very good while three was rated
excellent. The average rating for all the indicators was 3.45. This places the average rating as being very good.
However, there were incidences where students rated the teachers average or even poor. These were in the areas
of, teacher-student relation (12%) and teacher command over subject matter (10%). The overall performance was
very good.

Respondents were also asked to indicate the availability of different reward programmes in the institution. This
assessment was done by only management and teachers. Figure 1 presents a summary of the results.

Rewards given to teachers
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Figure 1 Availability of different reward types

Majority of the respondents (70%) agreed that base pay was a reward system that existed and was beneficial to
them. Study leave with pay and pension benefit were also accepted as being available to them. However,
majority disagreed that rewards such as sick leave, transportation allowance, sick pay, housing allowance, tuition
reimbursement, insurance, child care, and free lunch were available to them as workers. Essentially, it means
that teachers in the public schools do not enjoy these benefits since all public school teachers enjoy the same
remuneration system.

A Chi Square test was used to determine if any relationship exists between teachers’ performance and their
respective remuneration. Table 3 presents the Chi Square Tests.

Table 3: Relationship between rewards system and teachers’ performance
Chi Square Test

Value Df Asymp. (2-tailled)

Pearson Chi Square 7.738 2 0.021

P<.05

The results indicate a Pearson Chi Square value of 7.738, with an associated significance level of .02. Since this
value is less than the alpha value of .025, it means that the test result is significant. This means that there is a
significant relationship between teachers’ performance and teachers’ remuneration. Thus any improvements in
the rewards of teachers will likely influence their performance positively. This result confirms Ubom & Joshua,
(2004) who also found that the relationship between teachers rewards and their job performance is significant.
This is also in agreement with Perry et al (2006) who stated that the effect of rewards should results in a positive
change in behaviour. Furthermore, Malhotra, et al. (2007) posited that rewards are the psychological process
that gives behaviour purpose and direction.

The result of data on the fourth objective is presented in figure 2.
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Other motivational Factors
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Figure 2 Motivational factors

From the perspectives of teachers and management, other motivational factors that influence the performance of
the teachers include: recognition, job design, talent management and core values of the institution. These factors
tend to address both Maslow’s theory on motivation and the hygiene theory of Herzberg. They address the basic
needs of teachers and their working environment. Herzberg claimed that the primary factors that cause
satisfaction and motivation are called Motivation factors, such as recognition. The presence of these factors
results in job satisfaction and motivation, while their absence leads to feelings of ‘no satisfaction’ rather than
dissatisfaction. The other set of factors is called Hygiene factors, which refer to things such as job security, pay
and working conditions. Without these factors, people will be dissatisfied; and if they are present, there will be
feelings of ‘no dissatisfaction’, rather than satisfaction (Perry, et al., 2006).

5. Conclusion

This study was about rewards and job performance of teachers of public schools in Ghana. The objective was to
assess the performance of teachers and ascertain if rewards affect their performance significantly. It was clear
from the results that rewards serve as motivation for teachers. Teachers’ performance was rated good and with
additional motivation they could perform excellently. It is hoped that this finding would enhance the
understanding of management of public schools in Ghana in associating rewards and teachers’ performance. It is
recommended to management of public schools to initiate additional reward programmes such as free lunch and
beneficial loans for teachers in order to motivate them more to excel.
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